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Confidential Memorandum

December 19790

For: Ed Jacob

I have given a great deal of thought to our recent conversation regarding
the possible need to reorganitze the Division in some fashion so that I will
not be ''squeezed as though in a nutcracker," as vou put it, between C.T.R.

and the computer committee of lawvers.

As [ understand the current organizational structure, C.T.R. is supposed to
handle broad administrative matters, the lawyers are supposed to establish
broad goals and priorities, and T am supposed to trunslate the broad goals

and priorities into specific acticns in a cost-effective manner. Of course,

the industry pavs all costs for all parties.

I agree that there may be a nced for some type of chanee in the definitions of
responsibility, but I do not believe that a problem results from cross currents
between C.T.R. and the lawvers. Indced, C.T.R. successfully handles a number
of the Division's business matters, including the administration of our funds,
nayroil, taxes, health and insurance henefits, pension plan, menthly and
annual audits, etc., and C.T.R. management has alwavs stated, without reser-
vation or hesitaticn, that they really have nothing to do with our operation
otherwise, since this 1s the lawvers' responsibility. There are a few areas
where T believe C.T.R. should increase its influence, such as in establishing
policy guidelines for certain personnel matters (for example, dealing with
absenteeism Jue to illness or disability and interpreting labor laws in
connection with certain disabilities) and in such matters as lending assis-
tance when we wvere seeling new office space and necotiating a lease. But

overall, I believe that C.T.R. does a verv good job in their assiened role.

I must admit, however, that situations sometimes arise at tne Division that
are rather frustrating and difficult to deal with, but these situations

generally result from problems originating with the lawvers, not with C.T.R.
Sucnt problems have been very apparent in a number of areas, such as the

circunstances in connection with the Division's move to new guarters, vhen
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the loweers seriously hampered our progress, perhaps because of ingxperience,
lachk of interest or lack of attention. (As an aside, T was very miffed
serscnally, since no one ever thanked us or even acknowledged our efforts

in the short-term subleasing of our former quarters, saving the irdustry

_ £ in puk-of- pocket expentes. Qed 0 ore v yrevtioned

asnraxinately Tt 004 our ez success 1n selecting our present quarters
7 ) " !

and regotiating a lease, saving the industry more than 51,000,900 over the

ten--ear lease period.)

There are numerous other examples of problems originating with the attommevs
1t adversely effect our operation and make our job much more difficult.
I am oropared teo discuss these matters In private, if vou wish, and to supply

Jetziled documentation to support miv observations.

[ believe that the overall probler in terms of the organization mainly relates
to twe areas: 13 the fact tnat the lawvers do not give enough time or
attention to tie Division, and 2) sceme lawvers ''wear too many hats,' a
situation which eoccasionally results in confusion regarding my role and tae
Division's operational geals. Recarding the latter, consider vour fimm’s
role. Jacob & Medinger is all of the following: a user, counsel to certain

tebacco companies and to certain of their organizations, and counsel to
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C.T.R., and, therefore, to the Division as well. In addition,tfad;peysenal%y

arc chairman of the computer comrittee and also arce the person who evaluates

‘ ‘ . evtn tonh 1 repott formokly to The CT R, presiderd.
sy performance and establishes mv compensation, ,Or consider Shook, Hardy g
Bacon, who are users and counsel teo T.I. and to certain tobacco companies,
including one that became a contributor only recently. Or consider Frank

Colby, wa0 serves as a consultant to tie computer committcee, establishes
cuidelines for agbstracting/indexing and certain other activities, represents

his company in order to protect its investment and also participates in a wide

variety of national and international industry projects.

I believe that the industry would be served best by the avpointment of one or
more attorneys to supplement the current organization In order to oversee

tie Division's activities on a regular, more frequent bLasis. This 1s especially
true at this time, since we are about to zlter and improve the Svstem in a

maier rashion. Tais attorney, (or group of attornevs), would have to have

tine time avallable and would need the fellowing credentials:
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Ideally, this individual should have primary responsivility for comminicating
~ith the computer committee, bridging the gap between the legal group and

the tecnnical details of the Division, and for evaluatinc our perfommance.

I believe the individual who meets most of these job requirements is Frank

Decker, and 1 heartily recommend his aprointment. I have worked with him
over the wvears on a number of cccasions, beginning in the davs when the
Svstem was located in Philadelphia. He was instrurental in introducing a

number of design concepts at the outset, and thereafter. Recently, T had

an appertunity to work closely with him again, and 1 was impressed with

his enthusiasm and Reen Interest and his knowledge and understanding of
cotn the Division's current cperation and our propcsel svstem improvements,
In aadition, his fimm represents a very small industry interest, which should
tend to reduce any chance of confusion recarding mv role or the Division's

operating goals. Finallv, he and 1 get along well, he is readily available

most of tne time, and his commnication is direct and responsive.
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